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ABSTRACT 

This issue attempts to provide some initial answers 
to questions about the use of case management in serving 
d- ^advantaged yout>^. "Case Management with At-Risk Youth" presents 
some basic lessons synthesized from a review of case management in 
employment programs and in services for teenage parents, the elderly, 
and the developmentally disabled. It attempts to describe some 
important ingredients for case management and some key steps common 
to case management systems. The second article, "The BEEP (Boston 
Education and Employment Program) Collaborative: A Case Management 
Partnership for Court-Involved Youth," offers a counterpoint to the 
first article. It is an interview with Leo Delaney, a Boston-based 
practitioner who, in 1984, founded a case management prc':'r:in for 
court-involved youth. The conversation with Delaney focuses on the 
issue of how to ma^^e case menagement work and how to create a 
multi-institutionai system that guarantees youth access to services 
from a variety of agencies when they need them. Delaney *s answers 
come from his experience with one approach — a providers' 
collaborative that developed a common referral svstem and clear 
agreements on access to the services of a number of employment, 
education, and social service agencies. "CHR Notes" describes some 
comprehensive programs for disadvantaged youth. (YLB) 
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* from the original document. 
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C5 ficitof IS a seventeen \ear old diopcut. livin\* 
fC\ on the streets Batelx literate m Fjii^lish ami 
Spanish, he left school two Mats ai^o ajtei 
tepeatin^ the tnnth i^uide unsuceessjullx He has 
nevef held a steady job and has had several fun- 
ms with the law fie is alte'natelv (haimin;^ and 
ani^rw and not swe what he wants He needs, at 
the vcfy least, hasu education, skills tuiinmii. 
housifi}^ assistame, lonnselmi^ and a joh 

Julia IS ////('<7/. a hii^h si hool sophomow, and 
seveial months pwi^nafit She has i^otten aloui^ 
in Si hool, hiit she only reads at the seventh 
i^faJe level She is plannini^ to diop out of 
school soon and i^o to wofk. tlioui^h her only 
expeneme is as a hah\sittef She is vnuii^ to 
need help stayini^ in school and stavini^ healthy 
lemedial education, health and day caie. caieei 
education and some initial work cxpenence 



Hector and Julia represent a growing challenge 
for youth prac tit 'oners: how to access and 
manage the increasingly complex set of services 
needed by at-risk youth As youth employment 
and education programs expand their services to 
those most at risk, they need to coordmate not 
only employment and training services, but such 
services as remedial education, family 
counseling, health, housing, public welfare, and 
day care. And as the number of organizations 
involved in serving each youth grows, so do the 
problems of determining service options, making 
succ ssful referrals, and tracking client progress 
over an extended period of time 

For many youth practitioners, the answer to 
these problems is case management, the u^e of 
a broker - the case manager - to help at-risk 
youth identify, gam timely access to, and 
successfully complete an individualized set of 
services provided by a variety of mstitutions 
Case management is not a new idea - social 
workers and others have made use of it for 
decades. But it is one that has only begun to be 
applied in the fields of education and youth 
employment. 

Recently, the Center for Human Resources at 
Brandeis University was asked to examine case 
management practices in several fields and to 
provide some guidance for youth practitioners. 
What we found was that case management is an 
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excitmg concept It offers the potential for 
customized services, coordination, and a 
coherent, comprehensive approach to the 
problems ot at-risk youth 

But case management is not a magic bullet 
The reality is that an effective case management ro thf educational resources 

iv^uiiij c inFORnIATION CENTER <ERICJ 

effort IS toi-'Jih and time-consuming to 
implement Whatever form it takes (and it takes 
many forms), case management is more likely to 
pave the way for valuable, but incremental, 
im.provements in services rather than wholesale 
change Moreover, case management is, 
ultimately, a "political" system Case 
management's success depends in large part on 
the willingness of established institutions to 
change their traditional ways of doing business 

This article presents some of the basic lessons 
that we synthesized from our review of case 
management in employment programs, and in 
services for teenage parents, the elderly, and the 
developmentally disabled. Its goal is not to 
provide a simple, standard case management 
formula - there is mvie out it does attempt to 
identify some important ingredients for case 
m.anagement and to describe some of the key 
steps common to case management systems. 

What is Case Management? 

One reason why it is difficult to provide a 
state-of-the-art formula for successful case 
management is that nobody agrees about what 
case management actually is 
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About Case Management 

C\ise inanaiiemenl has loriLi been a minmon tool in fields as 
diverse as iieroniolo.n). 'iiental health, and rehahilitatuni But it is 
jusi hciiinninii to he applied in ihe field tit \ouih emplo\nient 
and eduLalion Our inieresi in ii etmies tiom ihe reLtiLiniluin that, 
as we serve inereasinglv disadvantaged \outh - thai is \outh 
wilh a mullipliLilN of needs - we need lo find wavs ot 
oriiani/inLi and inipIenieniiPL! more complex seb tit services At 
llie same lime, while we are heariiiLi more and nitire ahtuit lase 
manaeemenl. none t)t us are anv loo sure whal il reallv is or 
liow U) make ii wtirk 

This issue t)t ):()ufh Pft)\:fLim\ ines lo prtmde stime imiial 
answers m ihtise quesiuins Ihe tipening ariicle summarizes stmie 
t)l whit we at ihe CVnier ttir Human Resources h.'ve leaned 
aboul .\ise marraiiemeni \ised tin tiur readiriL! tit ihe published 
literal ure and discussion^ wiih a number t t praetititmers Ii is 
very much a prelimmarv discuss urn - we are working tin a 
mt^re thortiutih LUide ttir ihis Spring Bui. \ e wanted lo pass 
alting al leasi some tit vvluil vVt !ia\e already learned abtiui the 
esseniial elements tit an ettective case m.aiaeemeni system and 
ihe ke> sieps m the case managemeni prticess 

The second article titters a nice ctiunierptuni tti the tirsi it is 
an inierview wiih l.eo Delanev. a Btision-based praciiiitirvr who, 
in 1^84. ttmnded a case manaeemenl prtiLiram ttir ctiuri-in\ tiKed 
ytiuih Our ctmversairtin wiih Delanev tticused tin ihe issue til 
htiw ytiu make case nianagemeni work, and htiw vtni create a 
multi-instiiutitmal s\s/{7// ihai guarantees kids access iti ,er\ices 
tVtim a varieiy >t agencies when ihev need them Delanev \ 
answers ctime trtmi his experience wiih tine approach - a 
prtividcrs ctillabtiralive thai de\eltiped a ctimmtm icterral svsteni 
and clear agreemenis on access iti ihe servrces ot a number tit 
emplovment. etlucalitm and sticial service agencies 

Wiih ihis issue we alsti find ihal wc t^we tiur subscribers, stirne 
ot whom have called Ititiking tor tiur Summer issue, an aptiltigv 
and an explanaiitm As manv ot our readers kntiw. ihis rs ihe 
trrst year in which we ha\e iricd to publish Youth Pioi^nim^ tin 
a quarterly basis Thai is quite a challenge, and il has taken us 
longer lhan expected iti get the hang ot ii As a result, this i^ 
(inly ihe third issue ihis year - there was nti Summer issue 
We do expect thai, with practice, we will be issuing Youth 
Pios^rams tin a more regular schedule In the meantime, we want 
lo reassure our subscribers that you will still get a tull lour 
issues with ytiur subscription And it ytui haven't subscribed iti 
Youth Pn\iifumy we still htipe you will join us by using the 
return postcard enclosed .n this issue The subscnpiitm price is 
only $25 tor tour issues tor individuals and tor institutions 
Ftir mtire mtormaiitm, write or cull us at the CVnier \ itill-trce 
number (X(K)) 343-47().S 



Alter reviewing the literature tin the use tit 
case management witli the elderlv. James 
Callahan, a Braritleis I ni\ersitv ptilicv expert, 
ctmeluded that it has become "a Rtirschach test 
\ ach prtitessrt>nal tends to understand case 
maniigcnient based tin his tir her tiwn setting 
and experience " Others have drawn similar 
conclusrtms. ctmimeniing that the term is "mired 
in ctiritrtiversv and ctintusitm" and that "its 
tunc turns ha\e been interpreted in disparate 
\\a>s. titten making case management a 
paradoxical assortment tit acli\ities ." 

(^>nimon Definitions. Stmie ctimmtm themes. 
htiwe\er. can be Itnind One authtirity, the Joint 
Ctimmissrtm tin Accreditatitm ot Htispitals, 
delined case management services as "activities 
aimed at linking the service svsiem with a 
ctmsumer. and ctitirdinating the varmus svsteni 
ctmiptments iti achie\e a successtui tnitctmie 
Case-management is essentially a prtiblem-stilving 
turictrtm designed tti ensure ctmtinuity tit 
servK s and tti tiverctime systems rigiditv, 
t rag men ted services, misutili/atitm tit certain 
tacilities. and inaccessibility " 

A sectind definitron echties the first: "At the 
sv stems level, case management may be delined 
as a strategy tor ctitirdinating the provisitm tif 
services tti clients within that system At the 
client Ie\el. case-management may be detined as 
a client-centered, goal-tiriented prticess tor 
assessing the need ot an individual ttir particular 
services and tibtaimng thti,e services" 

As we reviewed nioie than a dti/en 
dctimtitms. several ctmsi stent itleas emerged 
C\ise management is an appmach that seeks iti 
make service delivery 



Integrated 

C'tiordinated 

Acctiuntable 

Sequenced 

Sustainetl 



Client-Centered 
Citial Oriented 
I'lexible 
Ctist-Flttective 
Ctmiprehensive 



It can best he appreciated as an tippt in unity ttir 
institutitms tti link with tilher institutions in a 
cotirdinated tashitm that ultimatelv henetits the 
client because it 

• ineorptirates a ctiherent, sequential, mulli- 
dimensitmal, prt)bleni-solvmg apprtiach. 



• Iticaies the client within a particular "lite 
space" and social tramewtirk. 
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• seeks !() siiniuKile Lhani^e bi^th uiihin the 
client and the overall enMnniniont ol uIiilIi he 
or she IS a part 

Why is Case Management Needed? 

Al-risk \ouih have needs tliai aie olten Loniplex 
and in!eriv\ined Th«\\ leqiure help deter nun nii! 
uhich among a \anet> ot sersiLes ihe\ need, 
uhen. jnci in what order Fliev require assistaiKe 
hnding and aeeessine those servues. and supp<^ri 
lo suLcesstuliy complete those ser\iLes 

Human service insiiiuiions. on the oihei tiand. 
are otten one-dimei lonal and spcLiali/ed 1 he> 
lypicallv otter services thai are tundi\l and 
provided as separate entities housinii is the 
nrciie ot one ageniN, eduLation that ot another, 
and job training lha. ot a third 

The result is that there is otten a mismatch 
between the behavior ot the helpuig-piolessions 
aiui the ncciis ot the \ouih whom those seiviLcs 
intend to help Without case management, 
inlervei. lions are otten unciH)rdinaie(l and sLaae 
lesources squandered A \oung person Lan easilv 
tall thiough the cracks or give up trving lo 
navigate what is, in most liKales. a disjoinied 
multi-iiistiiutional "non-s\stem " I he tuiKtion ot 
case nianagemeni is to overcome t^c rr'smatLh 
between iiisiiiuiions and Llient needs and to 
provide the coniinuilv ot servi es thai is LiitRal 
tor at-risk \outti 

Effective Case Management 

In ortler lo locate and walk a \oiing person 
through a se(|ueiKe ot scivnes. the tvpical Luse 
managemeiil s\stem has the lollowing 
Lomponenis 

• FMiuhng and attiaLimg apfMoj^i late Llieiits 

• Intake and assessmeni. 

• Designing a servue plan. 

• Intervening in the Lornmuiulv hiokerrng, 
advocatrng. and I'nking. 

• Implemenirng and monitoring the servkc plan. 

• hvaluaiing the elleLiiveiiess ol ljsc 
management 

What makes these act iv it res etieciive. however. 
IS the philosophy or approach ihiil guides them 
As we revrewed the Irierature and talked with 
practitioners, tour major themes stood out iis 



Lcntral to almost ever\ iJs[)eLi ol the case 
iniinagement process 

Case Vlana^emeni Requires Partnership Case 
riKiniigemeni is. tirst and toreniost. a svstein ot 
partnerships between case manager and Llieni. 
and between organi/iitions In an ettcLtive case 
mariiigemeni svstem. the case manager works in 
partnership with the client, sharing respoiisibilitv 
rather ihiin working on the client There is a 
division, rather than a substitution, ol labor 
Case riiaiiagemeni also involves partnerships 
iimong insiiiuimns \\ some level, each must be 
wriling to be llexible and to share acLCss to 
servRCs or resourLCs In that Loniext. the l^isc 
manager works tor all the partners, helping 
institutions acLCss lIichis. and linking clients 
with tlu^se institutions that otter the services 
voung people need 

Case Management Must Pr<)\ide 
Predictability Manx disadvantaged \ouih 
experience lite as a serres ot random events 
over which lhe> have lillle control .SuclcssIuI 
Lase managemeni s\ stems work to lebuild that 
sense ot Loniiol iind prediLtabilit\ b\ helping 
voung people lo pkiri, lo set gdals. and to 
undertake a svsienKiiiL process A meeiing those 
goals \ oung people ICiU^n that the> can make 
lIioilcs and that iherr aLtu>ns leail dircLlI) to 
LoriLrete oulLonies 

( 'ase Management Demands \ecountahilit\ 

Client irust and etiective Loordinatiori rest on 
the deliver) ot promised scivilcs hoi Ciise 
managemeni to work. Llienis. tiise miUKigeis. and 
irisiituiions must be tlCiir iibout then roles and 
rcsjioiisibilities. tasks and assoLiaied timelines 
must be wiitien down, iind iimbiguit\ must he 
replaLcd b> expliLit agreenients When 
aLCOLiniabilil) rs not clear case miiriiigement 
s\ stems break down 

Case Management Coniimmicates Respect lor 
the Client The sullcss ot an\ Liise 
managemeni ettori depends on the degree to 
wIiilIi ihe voung peisori is engaged in llic 
dev elopnitM>t um\ w>jnt ownership ot a 
remedralion plan, and has a ma)or stake in 
insuring its sullcss A siiategv tluit rs imposed 
wrih litlle regiird tor a Llieni\ rnterests or 
LOriLcrns has Irltle LhariLC to bc^ir tiuil In evcrv 
aspcLi ol case maiiiigemeni. then, the Llient has 
to be ireated as a mature, responsible iidull 
not iis a number or a lIiiIcI 
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Making Case Management Work 

These themes set the context ior case 
mandiiement and shape muth o\ what takes 
place in each step of the case management 
process 

Finding and Attracting Appropriate ( lients 

The mitial contacts \Mth a case management 
s>stem are an mipo.iant opportunity to estabhsh 
a relationship and set expectations Predictabilit) 
and acco intabihty should be hallmaiks ol those 
contacts Potential clients need to be oriented to 
the purposes and structure of case management, 
what it can and cannot provide, and what their 
responsibilities will be They should clcarlv 
understand early on that case managers work in 
partnership with them, not on them, and that 
development of a case management plan ma> 
constitute a commitment to long-term services 

Equally important, those initial contacts need 
to convey an attitude of respect Case managers 
and their supporting service providers need to 
show a genuine feeling of enthusiasm, caring, 
and dignity to the youths who approach them 
This includes initial telephone contacts No 
contact with a young person should be 
conducted in an impersonal, buieaucratic mannei 
11 will only turn that young person oH 

Lastly, case management is not tor evervone 
To be effective, a case management system 
needs to identify a target population that can 
benefit from long-term, holistic services, and that 
IS amenable to receiving them The marketing 
and outreach campaign needs to be clear about 
what IS being ottered while highlighting the 
benetns of a long -te mi, individualized approach 

Intake and Assessment Intake and assessment 
should also be caring, protessionally handled 
experiences that communicate respect to the 
client. 

The enrollment process sets a tone tor an on- 
going relationship When the ca^e manager (not 
a clerical tunctionary) interviews the client, he 
or she sb'^uld retrieve not only the intormation 
typically sought in the organization's regular 
intake process, but also data related to compre- 
hensive, long-term services This intormation will 
contribute to current and later accountability At 
the same time, to contribute to the client's 
sense ot predictability and partnership, care must 
to be taken to intomi him or her about win 
data IS being gathered and how it will be used 

The most eftcctive assessment tool is a 
series of personal appointments in which the 
case manager hears, sees, and senses the young 
person's situation. The case manager can learn 



who thl^ person is, \\hal strengths can be 
worked with, and what vulnerabilities must be 
compensated toi Interviews sh<Hild shed light on 
such quc'stions as 

• What social skills does the client possess * 
How deveUiped are \eibal and expressive 
capacities'^ What attect and emotional tone an* 
conveyed ' How organized is the client? How 
does he or she describe prnK'.jnis, possible 
solutions, ,md luture ambitions' 

• What support network alread) exists? Who 
within the client's environment can be turned to 
for help' Are there role models'* 

• What IS the client's school history ' What 
problems crop up and when ' Do patterns 
emerge in the relationship of the client to 
teachers and school authorities'^ 

• What IS the client's employment experience' 
What issues recur' What vocational interests are 
expressed' Are the client's expectations realistic? 

• What IS the client's service history? Is it 
possible to pick up where a pievious service 
provider lett otf 

Assessment will probably also involve testing, 
however, it is important to choose tests capable 
ol generating infon.iation that is accurate and 
that a program will actually use Many testing 
instruments exist, however, no (^ne test renders a 
complete understanding ot a client's problems 
and potentialities In addition, unless testing is 
related to leal program options and can help 
determine which options make sense for a client, 
the entire prcKCss becc^mes a misleading exercise. 
Respect tor the client leads to the rule "collect 
all ihe intormatuMi y(^u can use, and use all the 
intomiation you collect ' 

In sum, the intake and assessment process 
helps map out the terms ot the case 
manager/client partnership, subject, ot course, to 
revision and renegotiation But it is equally 
important to note that, while there are 
advantages to gathering lots ot gocul data up 
front, assessment is an ongoing process The 
case manager will need to wtrk hard over time 
to develop a relationship with the client and to 
c(Mitinually track his or her piogress 

Designing a Service Plan The alliance 
between case manager and client is intended to 
bring about change The case manager works in 
partnership with the client to devek^p clear 
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Ik" t)r she taLcs tKinslaliiit: those pioiilcnis mio 
scr\iLC ncods. aiul t\ith iin iipiMopi Kite 

[)ii(iril\. the ease luaiKiLicr iiciiciiitcs a sL't ot 
scmmll* options lioiii uhiLh the * heiit eaii 
Llit)()SL* BL'torc ^.hoosiiiL: the l^isl niiiiiiiLici iiiul 
Jicnt disciiss hou Ciieh ojition niiiiht meet the 
ehciil's ncctls issues suih as the ie[nitiitioii 
ot each ai!eiK\ then ehyihiht\ lequiiLMUents ami 
tees the aiiioiiiit ot tune the eheiit \mII h.wc to 
s[)eii(l in seuKe. ^aui aL!enL\ h)Liitions .uul 
j)ro\iniit\ to liansjiortiition 

OiKe the thent has ehosen an ojition lie or 
.he neetls to heai ahout the leteiial proLeduie in 
sini|)le stej)-h\ ste[) teinis Ideal l>. the eheiit \m1I 
then III tile ease niana^zers pieserKe. tall a 
knouii pers()n ai the lelerial oii^ani/ation and 
sLhediile an ap[)oininient hi all ^ases the elient 
should wiite ii()\Mi the a[)poiiiinient dale, time 
LOiiKiLt peison s name, and ({ireelioiis to the 
lefeiial at:etK\ Predii tiibiiit\ is the uaicliuoul 

I he Lase rnanatzef idso needs to deteiiiime 
ho\\ iiuicli aildituMial sup[ioit llie Lhent needs to 
Laii\ out the leteiial sULLesstull\ (tuinspouaiion 
hand holdiiiL\ hah\ -sittiiii: etL ) ami help the 
Iieiit aiiani!e loi that siip[)ort 

lo eiisiiie iiLLnuiUiihilit\ . the Lase iiianaijei 
usualU LoiitaLls both thetheiit and the lelerml 
ai^eiiLN slioitl> attei the Jient s uppomtnienl to 
ideiitit) uhat tiaiispired .is seen thioui!h tlie e\es 
(d hoili pailies - pei^eptions otten ditlei I he 
Llient and Lase niana^iei Laii tlien deteiiiiine uhal 
the Llieiit s ne\t step, itie ho\\ tlie Lase 
iiianaL'ei Lan supjioit then iniplenierilati mi and 
uhetliei a re\ isioii ot the sei\iLe plan is l ailed 
h)i I hese tasks are \Mitten down and heLoiiie 
pait o{ the sei\Ke plan Ot Louise, it the Lheiil 
did not attend the apfioiiitiiient as planned, it is 
ihioui^li sulIi nio'iitoi iiil: that the Lase iiianaLiei 
ieaiiis that nMieLti\e aLtion is iieLessai\ 

\tte5 a Llieiit has been sULLesstull_\ pLiLed 
into a pioL^raiii t!ie Lase iiKiiiai^ei nioiiitois the 
plaLeiiieiit to assuie thai it nieet> the iiee<ls set 
toitli 111 the seuKe [ilaii It the Llient Loiii[detes 
a sei\iLe he oi she Lan then nio\e on to the 
next (piediLted) aspeLt ot his or hei '.er\iLe 
jdan On the other hand, il the Llient is unable 
to aLhie\e his or her izoals thiouizh the leteii.d 
It iiia\ be tune loi the Lase niaiiai^ei to 
iiilei\ene \Mtli the leteiial iiL:eiiL\ ot e\eii to 
ie\ieu and ad)ust the sei\iLe pKui 

•\LL()uiUabdit\ iiiid prediL tabihl\ in 
iniplemetituii: a sei\iLe pKui also dejieud on 
LOiiiinuiiiLali(>ii aiiioiii: the seuKe pio\klers As 
miulIi as possible, tlieie should be lei^ukir te^mi 
meetings KiLe to taLe, \Mth the \aiious human 
sejMLe woikeis assoLUited uitli eaLh liise 



PiobljiiiN must he uoiked out. histones sliaied 
evpeLtalions esiabiished I eam meetini:s (case 
LonteieiKes) aie iit the lieait ot Lontiiiuilx ot 
Liiie 

I iiiiillv the loiiii-ierin L!oal ot an\ ser\iLe plan 
should be toi J L lie t e\eiiluall\ to no ii)n<!ei 
need L^ise iiiariaLieiiieiit Paitiieisliip, piediLtiibilit\ . 
iiLLOUiitiibilit\ and lespeLt aie all aimed M 
lielpiiuj \ouni: jieofde to Loinjilete then serxKe 
[daiis learn how to aLLess otiiei serxKes on 
then o\MK and led iead\ to handle lite without 
[Motessional iiiten eiitioii in short to he iead\ to 
bieak trom casL riiariai:eriierit depeiideiKe 

K\aluatin^ the Kltittixeness of Case 
Management. C ase niaiiai:eriierit is expensive 
iUid tune Lorisuniuii: it is irii[)or'tiirit tlieieh)re- 
tbiit Its results he evaluated Some ot the 
LjU'-stioris that need to be asked are 

• Over sever ill ve^us do the iiurnbeis 
tniariL lal anal v sis plaL en tents positrv e 
leimiriations etL bear luit what [MaL tiliorieis' 
i:u* le^ el views iiiav have l idled sULcess* 

• Miive the servKes and lesouiLes to wIiilIi 

L bents hiive Heeii leteried been i.ppropruite a\u\ 
adeLjuate to meet their needs ^ Was tiise 
riKiiKigement elteLtrve iit iiLLessuii: iUid 
LoordiriiitmL! those seiVKes iUid lesouiLes ' 

• \\ hill liiis liiippeiied to Llieiits one veiii. iiiid 
lv\o vea's ,itrei Leasing Lase inaniUjeiiieni 
suppiMt ' What iiuglit liiive iKippened it Lase 
niiiUiigemeiil liiid iioi been piovided* 

• It evaluation indiLiites tlKit Liise miiUiiiiemeiil 
mav not liiive Iveri siiLLesstuI should it be 
disLontinued oi Lould some iidui^tmeiit make it 
viable' 

While these au Uniiih (jULsiu>ns ihev are LiiIiLal 
to uiidLi stiiiidiii^ it Liise manaizemem is vvoiknii! 
iiiid v\ bethel the ettoil 1:01111: into il is ultniiiitelv 
piiving ott 

The Case Manager s Role 

I he biisiL piiiiLiplcs ot Liise niiiiiiigeiiient point 
to il riiultitiiLeted role lor the Liise marKiger U\ 
essetiLe. Liise riiiiriiUjer s iire ")iiLks ot all liiides " 

Ihev stiriiuliite Loorduiiite. iind monitor serviLe 
delrverv so tliiit \outh do not tiill through 
LraLks Ihev do vsluitever is neLesSiirv to remove 
biUrrers hrnderrng ii l bent's iidViUKe tov\iirds sell- 
suttrLreriLV 

ALLorduig to one text, Liise m.iriiigers "lielji 
L bents develop and eiteLtrvelv utili/e llieu ovvn 
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iniLM'nal [voblciii solvfiii: ami (.opiiii: icsouilcs 
aiul laLiliiaiL* ongDiiii: iiMciaLiioiis bLluccii 

Tl'sOUIll sNsllMlls {O C\ub\c tllO^C s\ sIlMII U> 

wovk !(>i!t*llK*! more ctlcLiixclN Case ir.iiniii^cis 
taLili!a!L» aiul inipiovc iiitLTaLlion hclucci) sialt 

\MllllIl Fl'SOUILL* S\s!L*niS to pIDIllOlC t!lC L*tlL*Lll\L* 

aiiJ huniaiK* opcialioii ot ilicsc snsIlmus and U) 
make llKMii rL'spDiisiNc to lIilmii ncctls 
L'siablish linkai!L*s (v!uclmi lIiciiis aiul icsduilc 

S>slL*niS. ailti hLMUL'L'Il rcsoiifLC sy.tLMllS 

lliLMiiscK cs !(> inake* tlK'in iiLLL'ssiblL- it) l\k1i 

iiK'L'l tliL* iKvtis ot lIjlMIIs I \niiL* Miiialiaii 
"(iLMKMahsis and SpL'Lialisis ui St)L!al W'oik, 
\fcn {\\\\\ 

CasL* nianaiiL'is sl'i\l' as suiioiialc [\iilMUs u>Il 
models. Lounsclois. soLial ltHivimlmicuis. antl 
pohliLal ad\ocalL*s \hc\ nai:. Laiok*. piotl antl 
LMiLOuraiiL* lIiciUs \Uc\ picssua* msiitmions U) 
aLi icsponsibiv oi lubriLatc \hc i:l\iis bLMuccn 
insiiiuiions I iK*\ make rL-k'naK, aiul nioniioi 
lIilmii tit '11k-\ iIlmI \Mtli lliL- l1ilmii\ laniil\ 
ldL\ uork antl slIiooK social slm\ ill's aiul publu 
institutions '( Ml-} allLT lIilmu bchaviois 

Stf LMlLtlK'nillt! lIIl'IU LapilLltV lO L'\L'lLlSL' SL'lt- 

dL'lL*rminalioii and autoiioinv 

Qualifications for Case Managers What aiL* 
tlu* propLM qualiliLatioiis ot a LasL* iiiaiuii^LM * 

\ai\ aLLOidiiii: to llu* loiUlai \ national 
stud\ cxaniimnt! 140 Lasc nianaiiL-is in si\ liUl-s. 
tor L-\aniplL\ found tliat ioiiliIiIn a tliiul liatl less 
tlian a Lollegc deiiiCL' ( bad toui \lmis ot 
LoliL'i:L' and onl\ \\c\c mastL't's Il'\l'1 

SoLial uoik iiainini: uas ivpuaL but iu>t 
obligator) Case inanaiiLTs sltmiii: tL-L-naiiL* i:iils 
otlLMi bad a nuisini: baLki:round lA-i:ani: 
nuMnlvis sonK'tiines did Lase nianaLiL'nuMil uoik 
\Mlb i!ani:s Al times, parL'iUs slt\l'l1 as Lase 
manaiiLMs toi de\clopnu'niall\ disablcil Lbildien 

Disciplined Kmpath\ C ase manai^ement 
quahtuations ictleLl loLal lmu iionniL'iits. 
nevertheless, some Lioss-Liiitiiu: enleiia can \x 
identitied loi example. etteLti\e Lase maiiai:eis 
seem to exlvbit ubat miuht be Lailetl 
"disLiplined empatbv " liu^y lespeei and Laie 
about ibeir Llienis, antl Lan ties clop parliiersbips 
uilli those L bents Ibev listen to ubat lIici.is 
sa\, read hetv^een the lines, arut si/e them up 
ThL*v can \\ork uilb the Lhcni to Lle\elo[» a 
ser\ lee plan, and ean ha^e the Llient "bu\ in" to 
It as it ii v\cie bis or her idea in the tirst 
place. 

IitlcLtive Lasc numaiieis elenuind aLLOuntabilitv 
from Lbcnis 1 he\ have a Lompassionale but 



loihjh-mipdeti undeistaiidinij ol the \i)iith llie\ 
uoik \Mtli an abililN to de\elo[^ a ihciapeutiL 
alhaiue, aiul [o Lballeiiiie aiul Lontiont kids to 
meet then end ot the baiLMin 

ParliUTship Skills \t the same lime. Lase 
maiKiiieis ba\e lo ha\e the skdls [o de\e!op 
piirtnei ships u itb insinutions Diplomat k 
sensiti\it\ IS a ke\ IriUt Case nianai^eis 
nei!oliate ' itb bureiUiLK'^ies toi scimlcs 1 o dt) 
so uell le jUiies adept soLial skills .iiul an 
abiliiN to le.id instiuilional Lultiiies ( rossiiii: 
)uiistiiLtioiuil lines entails a delicate baKuiLiiii] aLi 

tiomi: hiisiness on sonu'one else s unt Out 
statinnetl stall must be able it) asseil Llieiit 
inieiests ubile beiiii: Lieati\e and tlexible 
eiU)Ui:h lo make Lase nianai:emeni Lomplement 
the mission ol ibe host 

[^eiiiti iikligeiious to. oi al least to lui\e 
uoiking knouiediie ol then Loninuimi\ Lari be a 
plus loi a Lase manaijei BeiiiL! ot the same 
MLial ()r ImjjuisiiL baLki^iound iis the nui)oiil\ ol 
Llieiils IS also desiiable \eiiliei is a 
prcLondition 

It also helps it Lase nunaiieis ha\e a hunuui 
scimlcs oiieiilaluMi Thev need lo adopt ii 
philosophv thai baiiieis to Llieni sel*- 
deleiminalioii iUe f^^fh iiitei nat and evteinai and 
Lonsianilv iiileiaLl Inler\Li.lion^ must aim al 
Lhanuiui: both me iiuii\idual iiiul iml 
eii\ ironmeni 

Knirepreneurial Inj»enuil> 1 mallv Lase 
maiiatieis shoiikl exhibit eiiliepieiuniiial iiiiieiunlv 
I^CLause lesouiLCs are not immeLlKileK 
aLLCssible, etteLtI^e Liise nuiiiaijeis need lo be 
able to taslnoii Llieiil suppoii nel\\oiks tioni 
lesouiLCs uiuler olbeis^ loiHioI I he\ need lo be 
able lo nuxliate albjiues anuiiiL! Lompeliiii: 
aiieiiLies establish tuisi aiui ailiLulate iiuilual 
inieiests 

SlalT I)e\eIopiTienl Kev It must be 
aLknouiedged. up tioni. thai il is laie toi an 
oigani/aiion to hire an ideal. leadv -lo-opeMle 
ease managei In taLi. it is neilb.ei le.isible not 
Llesnable that Lase maiu^jeis ha\e a staiulaid 
lesunu' Riilher. lioolI Lase niiiiuiueis are 
Lieated fbcN eniei the tiekl \Mlli soIkI "uiu 
malenal," but it is uainiiii! thai molds them into 
etteeti\e piolessu)nals 

1 he ke\ to iluit proLCss is on-i:oini: stall 
development that iiLtjuan Is potential ease 
manageis with the multiple elenuMits o\ ^hk^ 
Ciise management, and LOine\s the LapaLilv lo 
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I \sani to Ix* JOiii. lliis swisii i .t siuiation 
\sIk*ic I saui I II >(Hi sii.tt in icliiiii tot 

soino \iiL:iic t>po ot "u>o|)ciiUHHi " u.is a 

(.oikicto. ami (>ttcn iisk\. I1k\\ had to Ix' 

nmIIiiu^ to tliaiii:o then ua\ nt tioint: business 
\ o\ example. I tiulii i |iisi uarit sK^ts in then 
proi!ianis. I uantetl ininiedkile atiniissioii. 
Nsiieihei lhe> hatl a uaitiiii: list oi not I 
expelled them to open up doois that uouM 
otiietuise ha\e taken months to i:et ihiouiili 
When ihe> \io\ a call troni a wise nianai:ei. ilie\ 
ii.H to iii\e juioiii) admission to the \<Hini: 
jXMson lejiiesented h\ that case maiuieei So 
\sheie I had soinetliiiii: ol \alue {o ot tei I Uiis 
lookni^^ \ov soinethnii: \aliiahle in leliiin 

The Benefits of Collaboration 

CHR \oii\e talked about hou \oii aitiacled 
oii:ani/alions to the u)liaboiati\e ()\ei the loni: 
inn. uh.it tinned out to be the leai iiKenli\es 
toi iinoKenient in the c ollahoiati\ e ' 

DKLWKV Iheie ueie inan\. and llie\ \aiied 
lioin ai:eiK\ to ai:eiK\ and tioiii [leisun (o 
pel son 

I'Hst, I^I IJ^ pio\uled iiii oppoiliiiiit\ lo 
siiL(.esstiill\ sei\e a \ei> ditt* uh popiilalioii ihat 
most ot the oii:ani/ations sau iei:Lilail>. but 
couklirt uojk uetl uith The Jiienues h.al that 
in coninion I he\ M he\ei tlone a i:ootl )oh with 
MUirl-iin ol\ Ld kkls. and swis ceitainl> 

uoiih a ti> 

Anothei ohvioiis ieas( ii to uork toi:ethei uas 
tiii.diiii: Oiii liiant i:a\e lis tmaiiLial lesonue^ to 
(.lo uhal ue iieetletl to do I uas able to 
nei:otK.te snix'onti ac ts uitli some ot ihe aueiiues 
1 coukl bii\ slots toi kids the\ otheruise 
uoiikliTt take i^r LtJiiKln t haiulle It an ai:eiu \ 
duhri ha\e tuntling to Lo\ei the LOsts ot 
selMUi: a pailiLiilar kid. ue Lt)iiki piiahase that 
ser\ke trom them I hat ua>. coltaboiation 
uoiiki not tliani then biitliiets tlie\ kiieu 
lhe\ uoiikkrt lose mone> heLiiuse the> 
c (.>llaboraietl 

\ Place to Trade Ideas A thiitl ma)oi 
ineeiUixe - one tliat ue tlKln'l jeali/e at tiist 

was ihat ihiough the piocess (M uorking 
lOLielhei, ageiiLies got (o learn about one 
another s teLhniqiies what worketl aiul what 
tiuln'l We ediiLatetl each other At one meetiiii!. 
one Bl:F:F member asked aiuxhei, "What tlo >tui 
do when a kul shows up tlriink tor his 
eounselmg appt>iniment'^" Ihiit question set ott 
a whole new realm t)t Looperation We tiaded d 
lot i){ good ideas Before BF'HF, we'd nc\er 
had a good lorum tor talking about ihis siutt 



\s anothei e\ain|)k\ one education [)iogiam 
IkkI ill! exliaoidinai \ atleiidaiKe late Ihe 
c(^llaboiati\e ga\e the oihei aL'eiuies the thaixe 
lo tiiul out what that jMogiam was doing thai 
was so etteUi\e l!ie\ took some ot those ideas 
back to then agencies, .aid nii|^io\ed then own 
[M(^giains coiinre" iiialeU 

r^nce we lecogni/ed what was hai^i^eiung, s^e 
look It a sie[T tnilhei We set ii|i a sub 
comnniiee ot the edii atioiuil sites u) lo develop 
niiiiiiallx -agieecbiipoii peitoiiiiaiice siaiulaids, to 
iearii af^oiii each olheis' incenii\es iUui lewaui 
s\Ntems to hash out ti uis|iortaluMi issues aixl so 
on While tliai was going on oil] best L^ise 
managei woiked with counselors and leaebeis 
tiom the (Mogiaiiis to inijMo\e then skills with 
>outhtul otteiideis how lo ileal with them how 
to set limus how to be sii|i|ioiii\ e, iiiid so on 
1^1 1 P ga\e Us all a chance lo woik logethei 
towaid ii coiiimoii goal ! oi ihe tnst time we 
bad the same mission (n'^vdui to sei\e kuN 
III the best wa\ {Possible 

\ Chance to Cut Red I ape AiK^thei bontl 
between us was that ai. /.^ council members 
had eailiei been tiiisiiated vMili led KijX* Hetoie 

I P we ah had toughi the buieauc lac les 
iiiside iUid outside ot oin own oigam/atioiis 
HI Ll^ was altiactne because it was based on a 
philosopliN that "the lules" slioukhri get m the 
wa\ ot nieeling kids needs Hbb.P ga\e us an 
excuse lo do things ditieieniK We weie no! 
going to lei oiii buieaiiLtaiK s\ stems well- 
meaning though llie> might be. get in llie wa\ 
ot doing what had to be done toi a kid in 
other woitis. ue didiTt toice kids to til the 
s\sieni we toiled the s\siem lo ad)ust to the 

kids 

I inall>. the HI I P c ollaboialn e s^as new and 
exciting It ga\e iigeiK\ leadei. a clKuice to 
work with each othei Boston's \oiilli sei\ing 
agencies had alwa\s comjXMed with each olliei 
loi tundiiig BM-P ga\e them a leason to jxil 
Loiiip'titioii asule iUid woik togettiei 

Negotiating Common Strategies 

CHR Did \ou I mi into an\ ma|oi pioblems 
idoiig the wa\ ' 

DKLANKV Oh, \eah' I lom (he beginning, we 
hiUl ii lot of u()ik to do. iUui none ol it was 
eas\ We had to deid with leteirals. (he intake 
s\stem. what we wanted, wlul we ' anted lo 
eorrect, and st) on We arguetl about data 
colleLlion, whiU we\l neetl and woukhri need 
We all had oin biases SonK'tmics we "clawed" 
eikh olhei piett\ good enioule We cetlamb had 
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plcil!\ of IkMlCil lI'sl llssioils 

1 01 c\ain[>lo \so IkuI Io woA out uh.il 
iiitcMiiUtioii uas ivall\ nccdi\l b\ lMiIi .il!lmk\ Io 
sOI\C A Jioiil cttL\ti\ol\ It look a u)upk' ot 
IlKVlIIlL's alkl J lot ot Ik'Uspiinl ill. Ills |Usl lo 

loiiuxlol oiiiziiKil \ision i)i tho intake s\stL*iii 
iiilt) iIk* otluM iiislitutions uaiiti'd Wo 

liaslk'd ou! intof Illation hi uouki 

pi«niJo lo caih aizoiK \ to tit i!u*ii iiiiiqiiv wMaIc 
aiul icpoiiiiii: iL'uuiiiMiiLMits. and auiood that 
!lK*\ ucniid not do ihori o\sn intake [MOcoduios 

oil lop Ol llK* OIK'S HLkC \M>llld do \Vc 

ciimiiclI llial llio iiiiinlxMs icpiMiod to h\ 
I^I.RC and ihc aiionucs woidd not bo double 

LOUIllod 

U'slini: uas anotlioi cxampio Ihoio uoio tuo 
iiiajoi Issues ^^ho should do lesiuii! and uliat 
lesis should he tisod* \llhoui:h I'd oiiv:iiiall\ 
oii\isu)iicd HI RC handhni! i/// a^sossnioiil sonio 
ailoiKk's toll ollioiwiso llio\ strossod that HI KC 
uas an onipio\nioni (.oiiloi lis assossinont uas 
uoatoii louaids oiiiplox .ioiht\ So jI'uiouliIi \M \iC 
unild do a utMHl joi^ u itli oiiiplo\inoiit assess 
nioiii. llio olIkM ai^oikios loll th othkatioual 
losUiii: at^adoiuk baLkiiHuiikl, aikl othoi 
odaKalional assossmont should bo handlod b\ tho 
odui^alional sitos \}toi soino inipiossixo lii^hts 
tlio (.ouiKil lioi^Klod tliat tostiik: uould bo doik' 
h\ tuo ot llio odutatioiial [Moi^ianis lliat uas a 
'.a! (.oiUfMoniiso but (>iio that uas iioiossai\ to 
so«.uio llioso pioiiianis' loopoiatum 

[lion uo liad aiLniinonts about uliat tosts 
o\oi\oiio uoald at L opt PiaLtiiall\ o\oi> aizoik \ 
usoti a dittoioiu lost und toil that its oun 
lostiiii: pUKoduios uoio bost I fioi 0 uoio nia|oi 
liatdos ainml uniloiui assossinonts uhat iioodod 
to bo pkliidod and uhat didii t A lonipioiiuso 
losullod ll uas aLiiood tliat uo could all a^^topt 
toi bolloi oi uoiso. tho lAlU 

Case Manager Authority 

CUR What uould \(>u sa\ uas tho louLihost 

issUO ' 

DKLANFA C'aso iiianaizoniont uas tho pioto 
thai iiiado Bl^iiP uoik. Ini! at liist soino aspoLts 
^^\ it UOIO liaul toi soiiio ot tho paitnot aijoiu los 
to aLLOpl. partkulail) tho easo nianai:oi's 
ooiiliiinui*! autliont) oiko a rotonal uas niado 
Fho [lailiiois had to agioo. toi oxaiiiplo. that 
lliON uould not oxpol a HM-P \oulh tioiii tlioii 
pi opt am uiihoiil tho Laso iiiaiiaLiors agrooiikMit 
AgoiKios UOIO uilhiig to Lollaboiato riio\ \^oio 
uilling to lako niiniodialo lolorials Hut niaii\ o\ 
thoiii asked. "Wh> should the case nianagoi lia\o 
all this inlluonoo and [louoi o\oi kuK onio 
they're in oiii piogiaiiis ^" 



It look thoni a ululo to lOioiini/o that tho 
Laso luanapoi had aboadv do^olopod a poisoiial 
loLitioiiship uitli tho Lheut one that could bo 
used lo the kid s ad\aniaL:o one that tho 
paitnoi institutioiv. duhrt ha\o \nd attoi alL a 
ko\ philosophy boliiud Laso nuaiaizoniont uas to 

flOf tOKO ilk' lIiOIU to do\Olop l!vU !iust 

tolaiionsliips uith soi\ko [moxkIois o\oi\uhoio 
!k* or nIu' \^oiil 

l\ontuall> all tho paiuioi institutions loali/od 
thai tho laso luaiiaLioi had to lia\o tinal sa\ 
o\ei \vliat happened to a kid in 1^1 \ V llio case 
inaiiagoi bad to be iiuoKod ui iiitoipietiiiL: 
assossinont losults. dotining uhat [Motjiain tho 
kid should entei and deckling: uhetliei the \ouih 
should be leiniiiiatod tioni a pio^iiaip oi 
lianstoiiod to aiiotlki 

1 his u,is a Liitkal point llio case manaizoi 
uas the ofw poison uitlioiit ulioiii o\ei\thiny 
iiiiLihl fall apait II kids could take the iisk to 
do\elop a lelatioiislnp \Mih the case iiiaiu.Liei 
tho\ niiLiIit have a cliaiko 1 he case inaiiaizer 
uas someone tlio\ could count on I lie\ could 
tiusi one poison and the a^ioiiLies uould make 
suio thai it the case iiuiiiaLioi pioiiusod 
soniothiik! It uould Ix* dolnoioJ 1 hose kids 
didiTl lia\o much oKo in thoii lues that ^^as 
that solid pioiiiises that uould bo doli\eiod 

Qualities of a Case Manager 

Could \ou dotiiie tho most impoitanl 
cjualitios ot a c ase man itzoi ' 

l)KL\^K^ lot's kilk tiist about the casi 
manaizoi s lolationship uith kids \ ^aso 
iiianaL'oi needs to intoimix kaulnoss \Mtli 
tiimnoss to kiiou intuiti\ol\ uheii to bo 
suppoiti\o and uhoii to icall\ c hou the kid oui 
Oui best luso iiianai:oi lot kids kiiou she caiocL 
but she made lioi botloiii line \oi\ deai She 
spoke sottl\ bill kids hstoiiod She ga\e a lot 
ot kids soniolhiiig llio> didiTl got aii\ulieio oKo 

she shouod them that she caiod aliout them 
uliilo giMiig tlioni sducUiio She expected ihoin 
to tultill then pait ot the haigaiii and she did 
uhat sIk" said she'd do She'd ioall\ ^onio 
doun on ilioiu it tlio\ (lidn't ck> then [\iit but 
tho\ iOspoLted that because tho\ knou she caiod 

Not a \ine-Jo-Fi\e .lob Case managois also 
ha\o lo uoik haul 1 ho\ lia\o lo hustle I lio\ 
caift do llieii |obs at th;Mi desks I lio\ ha\o to 
go out to the kids I ho\ ha\o to lugglo 
schedules M\ best case nianagoi used to toll 
1110 that she kept lioi schedule open Ivtueon 
11 00 a 111 and 2 00 p ni each da> booauso she 
knou ihoio uould be piobloiiis coining She iiKo 
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(lull! i I a^i.' lUjnasJUiK fil i nine ii^ \\\^ 

loh SIk" \ (uiM l:!.'! up A\ (i{M) .Mil ui iiKik. 
H.ikc \\p ljIK \o Jk'iiK llial tlu'^ il ij^M up 
s' When [u'l JiciiN luul iio h\c 

pkf J up l\\ llu }H)iut.' tM h.ul (O app(.\il Hi 

nuiil sIk' d he ihcii.- ^\ iih ilioiu 

1 iu" ukukisjlm aKt» ha^ he u'sptniM.e 

(Uii *.asL inaiKii'L'i suul she il Jo soiiielhnip ^hv' 
(liJ il I fi(\if pnl a (...II .aMMi: 1 called hci 
tnil u>ui asc inaMaL!M lu ailed me 1\k k 
(H 'S oi'i lJsi' niaiiaL:ei diJiri do what she said 
siie uas L^oini! u> Jo When an a^ien^^ hatl a 
hassle \Kilh a Llienl (M ulieii a kid didfi t show 
tiM (.lass ihe Lase nianaijei uould ^:el a ^all 
In no tinie shed he t>n llie plii»n(. lo the (.lieiM 
o! i>iii lo ilieii home ^he pui die kuK hrsi 
and d.d ulialL^Li il look do Iik )oti iiyhl 

The Case Management Process 

( 'HK 1 els lalk a hil ahou! ihe ^ ase 
nianaLiLiiienl pKkess Mms man^ kuN dtd \<n\\ 
Lase inana^L!eis uoik .vuh and \^[le^e did iho 
LO'iie hum ' 

DM WIN Oiu case niaiiaieis havi a wtNeKMil 
ot a.houl kids ,'1 aii\ n hhk Som^ ^ 
ueie leteiK'd thie^tl^ 'n HI KC 'n die lIhiii'K.I 
liisikt, siskin diL siaie s I )epai Ihk >il 
^ tiiMh Suwi^es ()ihei chenr Lanie linni oui 
paim*.! a'jeikie^ dit v d oiKii ^onu- a^iv>^- a 
.iHwl ui\o!^ed kid diiiiiv. ilk II I eui.i; miake 

piOvt^SLs Jiid WiHlM vli\LMi ih 'l kd dli..l!'. Ml'i 

[^1 f V Hk ^ d u.ilk ihe kid us u,.' k- 

:U ! r lak. o^.I 

( Hk V\ ii.e happ^ n< e ,k >' ' 

1)1 I WIN I 
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. as^ ;!i 11 'a ' I ,i v i m uk^' aL\ ' a , mi ;e - p. - 1> ' 
le.is! dk I IS- Iki!' iuuh j.i^i 'k':np • i ' ki^*'^ d,. 
kh' III u 1 iI!Ul' n > !> >i in^ > [> ' an, -:ui I 
li LM\e die Kid a ^han^.. !o leko and Lk^ 'i' 
I- nn\ and li us; ilie l as^ man hk" a titi 1. 

1 hen ifk Lase niaiiaLiei ^w.u'd skit, uk 'MkiM. 
plOc^s^ f> lUidnk' oui una: tlu llienl s ml. k 
aikl ULv'd^ Mom v^* l\w kiiU v^anWu |id> 

\ le\^ u.mlLd edUvalivM. \Uiedk i <\ \\ is 
^ t llm.. a ( d ! ) . A]] .dieniahv hiLd ^ ii- u>' 
diploma or e^en Lii-nmL: l\k ^ ml > Uk pul^i. 
school s\s(eni it dk^ kui liadii ! fi'. en o* 
slIu>o! (ha* loiiL sonu'linus \^e Louid (U^ siinii. 
tiouhk sluuuiiie aiul ee; hm; Ivkl^ in hi uii' 
s^luH)! (M ma^he l:>'I hnn iiaibterid i(» anoiho 
slIu^oI \ lepiesentaliw of the sJum! dL[\i 
uas CM) oui L(dlah(>KiU\e ^mnKii s(^ iIku 5.M\e 
Us some lIouI 



'li"ilTH«; ininu'di.itt' Niiuis Ih \^ k plenu 
ot otlki dnrk's iiK> kids Ukeiied dial dk' ^ asi. 
nianaije' ^^ (Uild idenld \ Rkdil a\ \\ e d 
haiidle a kid s nios! mimi diau ikkds II a k;il 
iiadn I eak n lot a while w v d LkM em U^ 
%K I )onald s Su!u\a^ lokeiis ToAei mono 
1 heie ^\as a sinad \im^ \a\ \ stof*. w li^^ . we 
(.outd sL'iul a kid lni Judk s \\ I had oui own 
Jkk kl">ot^k hii 1. honi sei ^ k ^ s dial was an 
iiu diiahle lesiuiu e 

\!U^\a) wed delme dk kids peueiu'd 
Iliads and wed hi die Kid kn(n\ lial leaiil) 
was soniediiies W(^ sas\ ikeds ihe kid didn I 
know al"»oui I hen \' e d piioiihes anions: 
\^hale^LI s^Mkes (he kul aiul ihe ■ ise manai:ei 
a*:ieetl \\ue need<.d Somi. iesiuii: usualU i.anie 
ne\l When kkK needed eduialpn die ^.ase 
m luaiiei would walk (hem o^ei lo (Mie ol die 
iwo edU(.alional pit L^'anis Jkauiid wuh {estmi: 
l^'.srd on lesi lesulls w<.' d maks. sii;e dial the 
1^ id mime' hale eniollmenl m wliakwei 
pu)eiani he oi she needoj !nsi |} we had diMu- 
oMi lof^ ikdil dk colLihoiaii\^ olh-i^d ihal 
pfoiMam 

Ihe mi[>oiiaiii pomi is duil when I sa\ 
em ol led ! nk .ui ni ol K dm i da \ oi i w < ^ 
Willi couil m^oi\vd \ouih il \v e dkln ' imue 
vjUkkK Wv d U'sc dkii; W'" '■./(/ [u 'espo'it! n^ 
thv 11 .ikiiiedial ikkds W nil an ai 'isk 
pii[MiLi!it>n \ou le-'iuaiK _k l kids wliu iked. 
soni^diiLL' impvM: ml mlIii iv\a\ |! \ou ^an I 
iiaiul!.' dial dk K si id . um s.'xk^^ will [k'\vM 
Mk." hold I hes ■ !> ids ai^n 1 e^.t! lo Aailiih' 
eouiiil wlkp soiikiMk" pi'Mi'^s ih.Mk soiiielhukj 
di «w n dk ' ' 'ad I Ik \ \ e '\ ^ n h n lu-d lo. > nkun 
MKk's \^\ i:n!'ih!hvO p'oMn-v^ Ha; d \ou lms. 
dk m ^'Unt ihm : du \ n. . i i.p !k i" dkw d hsK n 
!o \oM mof'. Kilei 

Making the Collaborative Work 

HI I r . i'uK *■ * ttr^ . .-1^ p, I. It ,i\ ;> i, i;)- p.s 
A a"ii . d 1> ) a;' In ai! h\ .J Ilk i k I'v i . s 
\^ ho |OUk d du < » illjii' M ti ! \ h.il dk ' ( w k \ 
w ihe lav ' di i' HI } V \\ .t o- ^ an,/^ • i j.'. 
•o\ , I ! k v! lonit I \ I [k t !' s! liiMi' . did w a- 
IS hsh t n| I iht M ao\ t V » Miik ( ; thai n' , 
I V "iiiai 'o tt^ dv ^''Mi th. [M. L'kin, i\ w < [1 Us 
!m[d( menia: !■ tn .md n t 'lul. 'i ok \^'<\- Il w k 
ihi ou'di dial . oiuk 11 I'll' . t a hi . ' .na \n h u 
\^ ^ \\ 'Uiid di' V h. • Me ^ p !a!i ■'i' ^\ei md 
w h it i\k i u'v IK V h ti . U K u ; ill il : I' ^ ,M' I o* 
ilk hai eaii 
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me o! k .iv hd [tk It nifu 1 1 pla^ 



Dl'l \Nr\ Il ieaii\ was a p'nhl an soKui" 
loium I t>i I \ampk Ikk' s^Vv kd ot dk' 



city s JTPA people sitting m the council There 
weie plenty of f ines when we made them 
squimi. but they were good people who were 
committed to kids They'd go back to their 
offices and see if the> could find ways to make 
the council's moves "acceptable" to the 
government Sometimes, though, we had to say 
to them. "You can leave or close your ears, but 
this is the way we are going to do it " 

But more important, the council was there to 
solve our mtemal problems. The collaborative 
was new. We hadn t thought everything out 
completely, and we did run mto questions about 
who was really in charge of a kid\ case. Each 
agency had its own philosophy and structure for 
dealing with kids Each had its own counselors 
Each felt protective of turf and hesitated to give 
up authority. 

As I mentioned before, one of the cent.al 
issues was the case manager's authority and 
ability to demand enrollment One way we 
solved that was by having case managers 
participate in the collaborative board meetings so 
that they could qu'ckly get to know the agency 
directors personally, and vice-versa. Then the 
case managers could cail agency directors After 
that, it was only when some difficulty was 
encountered that I d be called upon to intervene 
And after about six months, when everybody 
had time to learn how to work together, it was 
rare for me to have to do even that. 

No Easy Solutions . Of course, this is not to 
say that everything came easy. Not all of the 
agencies bought in to this approach immediately. 
After all, it wasn't easy for them to move away 
from their established ways of doing things It 
was uncomfortable to take risks, especially when 
some of the risks might offend the funders. 
There were several council members with whom 
I had to spend a lot of ti.ne - many private 
lunch meetings - persuading them to break 
away fr )m their usual ways of doing business 
But after getting past their reluctance, their 
unwillingness to take a chance. I was able to 
get them to give it a try. And once they saw 
that they could handle things without a major 
crisis, they bought in and had some fun with 
the rest of us. 

Flexible Funds 

CH' Do you think BEEP would have been as 
e* wVtive if you didn't have the funds to buy 



DKI.ANKY I think a collaborative like this 
has to have some unrestricted money available 
for collaboration, purchase of services, meeting 
kids' immediate nef*ds. and the like And on the 
institutional end. no agency should get hurt 
financially because it chose to work wiih other 
institutions With BEEP, if an agency didn't 
have funding to do what we needed, we were 
able to slide some money their way. That 
helped For example, one of the education sites 
was funded to serve 16 through 21 year old 
youth. I needed them to take a few kids who 
were 14 years old. Their funders wouldn't cover 
those kids, so BEEP did And I'll tell you. 
having petsona! financial support money - 
pocket money, food and clothing money - was 
essential. 

Barriers 

CHR' What do you see as the biggest barrier to 
making a case management collaborative work? 

DELANEY: Probably the biggest barrier occurs 
when funding agencies don't recognize that 
services for at-risk kids, collaboratives. and case 
managem;^nt all take time and don't work well 
under traditional rules. Partnerships among 
institutions and solid case management systems 
take lots of time to put together If funders push 
for immediate results, they get poorly planned, 
rushed systems that produce poor results 

Leadership 

CHR You played the central role in 
organizing BEEP and pulling together the 
collaborative If another city was thinking ot 
organizing a case management partnership, what 
kind of person would you tell them to look tor 
to head the etfort'^ 

DELANEY. Keep m mind that what we've 
talked about most is startmi^ the BEEP 
collaborative. For any collaborative to get of! 
the ground, it has to have a leader .a visionary. 
I had to do a lot ot up-tront work where it was 
my vision, and I was the person taking the 
r^ks So, you need someone with an idea who 
IS willing to pursue it. 

Secor the person who brokers a 
collaborative has to be prepared to spend lots ot 
time on it. That is probably the most important 
lesson. For the tlrst eight months of BEEP. I 
spent over half of my time on it - and I had 
my own agency to run too. I never expected 
ionnnued on pa^e 15 
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h\ fjik Hutlcf 

As the articles in this issue 
suggest, our initial emphasis on 
empl()>ment and training 
programs tor usadvantaged 
\outh has gradually broadened 
to encompass not only training, 
but linkages with education, 
welfare, housing and the like 
Today, the focus of^ much of 
our work, and that of^ the field 
as a whole, is ow the design of 
iompfchcnsivc programs and 
systems, and the development 
of the Luinmunity-wide 
parti erships needed to bring 
them ip.iO being 

Foundation Innovators 

Much of that shifting focus has 
been the result of^ innovations 
introduced by demonstration 
projects launched by private 
foundations We have reported 
on a few of^ them previously in 
Youth P}(>\>iam\ The F:dna 
McConnell Clark l^^iundation 
has shown consistent 
commitment to ihe concepts ot 
local partnerships and. more 
recently, to early interventions 
aimed at middle school -aged at- 
risk youth The I\)rd 
Foundation has been a major 
supporter of basic skills 
education m youth employment 
programs The Rockefeller 
Foundation helped lo begin the 
\outh Practitioners* Network 
here at Brancieis. and recent I v 
launched the Community 
Planning and Action Projects in 
SIX cities, reported on brielly in 
our 'ast issue And the 
Commonwealth Tund. Gannett 
f foundation, and the MacArthiir 
Foundation have helped us 
launch our own Career 
Begmmngs program Many 
other corporations and 
foundations - Aetna. Taconic. 
IBM. Public Welfare. Primerica. 
Lilly. Pillsbury. Hewlett. W T 
Grant. Carnegie. Arco. to name 
just a few - have smiilarly 
shown not only general support 



for the field, but a leal 
willingness to lead and to 
innovate 

The Casey Foundation 

One ot the latest foundation 
players is also, nearly 
overnight, one of the most 
significant The Auuiv E Ca\c\ 
FoundatUifL established b> Jim 
Casey, one of the founders of 
the United Parcel Service, has 
full) dedicated its considerable 
resources to programs and 
services for disadvantaged and 
at-risk children and youth 
Although the Casey Foundation 
has for years operated an 
impressive foster care program, 
the recent death of^ Jim Casey 
has prompted a dramatic 
growth in its activities As a 
result, in addition to major 
progranis in juvenile justice and 
child welfare, the Ca^^ey 
Foundation has launched one ot 
the most exciting vouth 
initiatives in the country New 
lututcs 

New Futures 

Ihe New Tutures initiative is a 
five city eftort to create 
comnui.iity-wide strategies lor 
serving at-risk young people 
aged 12- IS Over the next five 
years. Dayton. OH. Law rence. 
MA. Little Rock. AK. 
Pittsburgh. PA. and Savannah. 
CjA will receive an average ot 
SlO million each to develop 
collaborative >;ructures and 
systems that knit together all 
the agencies an(i organizations 
responsible for serving youth 
and that result in an integrated, 
case-managed system for 
delivering youth services 

The goals of New hutures 
are .,mbitious. Through early 
interventiori and significant 
mstitutional change, the 
initiative aims to 

• improve academic achieve- 
ment and reduce school dropout 
rates. 
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• reduce the incidence ot 
teenage pregnane) an(i 
parenthood, and 

• reduce rates of youth 
uneniplovment and rnactivity 

I'or educators in the frve 
cities. New Futures translates 
into a major school refonii 
initrative For employment and 
training practitioners, the 
jhallenge will be to integrate 
JTPA and non-JTPA resources 
into a coherent system For 
peoole concerned about teen 
pregnancy. New Futures offers 
an opportunity to access the 
major youth-serving institutions 
in each community And for 
ihose interested in collaborative 
systems, from job and 
education compacts to case 
management. New Futures 
means learning about 
Piirtnership on a scale never 
before attempted. 

The New Futures Institute 

The Center for Human 
Resources is pleased to have 
been selected to develop and 
operate the New hutuiv\ 
}H\tituti\ the technical assistance 
resource for the New Futures 
initiative, During the next few 
years, we vvill be providing 
staff and board tiaining. 
information, and technical 
assistance services to the 
people in all live cilies and 
v\orking with the Case> 
f'oundation to assure the cities 
the best possible chance oi 
meeting the impressive 
challenges of an ambitious 
undertaking We are very 
excited at the prospect of 
helping to make this mitiative 
work and at learning a grc'.l 
deal more than we know today 
about system-building and 
collaboration We will use this 
space to report on progress in 
the five cities and to speculate 
about what the experience 
means for oui field. 
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Cose Manui^cfncnt. lontiniwd jfoni pai:c 7 
design - m partnership wiih chcnis a 
siraicjzv ot predictable reniL-dialJon and support 
Case managers should leani to conceptual i/e the 
nnportance ot fanidv, group, coniniunil\, and 
social policy as thc> effect schemes of 
intervention The\ should undei stand the 
components of accouniabiliiv - a good case 
record, and clear entries for intake, referral, 
service delivery, termination, and follow -up Case 
managers should be able to define and give 
examples ot advocacv techniques Finally, case 
n.anagers must grasp the need f(^r partnership - 
agency coordination and institutional 
collaboration - and understand the barriers 
which stand in the wa) of building such 
alliances, and how these barriers can be 
overcome 

The Case for Case Management 

In the end, case management cannot be seen as 
a cure-all for all the problems of scrvmg at-risk 
youth. It IS difficult to implement, time- 
consuming and resource intensive io operate 
well, and depends on the willingness of 
^established institutions to change their long- 
standing ways of doing business 

But ca*e management still has much to offer 
practitioners serving at-risk youth When given 
the care and attention required, a cast 
management approach can provide an esst^ntial 
measure of coordination and support for vouth 
in need of assistance And as human serviLC 
professionals confront incaMsingly complex 
problems and seek new wavs to respond, case 
management can provide a valuable cou' cptual 
framework in which servces can be planned and 
new techniques for bringing those plans mio 
operation 



7///S (iniclc Juiws on wscauh ioudmtcd In 
Amlu'w llahn, Paul Aafon aud Chns Kin\;slc\ at 
the C cnU'f for fiuman Rcsoun e\ fot the New 
Yoik Commumtx Tmst ami the Ewou hdiaatum 
Fund It also hialds on the Center' s work fof 
the Annie E Cascv Foundation \ New l utioes 
initiative Thi\ and additumal niatenol form the 
basis for a pn th( (mnni^ (Spfin{(, I9S9} Cente* 
foi Human Resources publication (m effednv 
lase manai^ement practices hof more injormatfon 
(m that publication, write Cfvis Km^slev at The 
Center for fluman Res(nn(es, I he Heller School, 
Brandeis Untvefsitv, 60 Turner Street, FO Box 
9110, Waltham, MA 02254-9 IK) 



HI FF Collabi^i ati\e . ((mtituted ffoni pai^e 
that kind of time Lommitment, and it was tough 
But. BFHP looked so good, it was such a 
challenge, and its potential benefits to kids 
seemed so important, that it was worth the 
efiorl 1 had a vision of how it should be, and 
I vv anted that vision and dream to be a realitv 

Clearl), an(Mher important qualincation is the 
ability t(^ be veiy persuasive. You have to be 
able to get other people to buy-in to youi ideas 
You als(^ have to be willing to fight hard There 
will be plenty of barriers that hinder 
c(;llaboration The leader has to fight many of 
them When ihe heat comes down on vou you 
have to be able to handle it 

Finally, BHEP may sometimes sound like nn 
program But I hope I've made it clear thai a 
prime qualification is the willingness to transfer 
ownership to other partners Although BEEP 
Stat ted i\s ni) idea, m the end, we all owned it 
If you talked to the (Mher agency directors in 
BEEP, they'd say that it was their program too 
There was a lot ol pride in what we did you 
could see that pride of ownership m the council 
meetings 

(^HR What kind of a difference did BEEP 
mak(: for its clients*' 

DKLANKY Several of the agencies told me 
mat the) couldn't have done a good job with 
court-involved kids were it not for BEE^P Thev 
needed the extra supporl that case management 
provided. 

At the s> stems end, I ihink that BEEP's 
single entry point and case management 
approach were very important Tough kids don't 
go around telling their hfe histories over and 
over again BEEP gave them the opportunity to 
bare their ouls once and only once. I think 
kids appreciated that and stuck around 

Easily, we let kids kn(;w that they weren't 
alone, and I think they valued that They had a 
caring < ase manager to talk t() The case 
managfT was theirs - sonicone they could call 
lo complain to And when a kid hit a barrier 
and thought that he or she couldn't continue, 
the case manager's interventioii, and the help 
that resulted, often made the difference between 
comnlc^ ng the program or dropping out 
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